
Roadmap to make a business
case for Well-being 

Discover a 4-step approach to construct a robust business
case to achieve the strategic, holistic, and impactful well-being
programme that your employees and organisation deserve.  
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This paper aims to provide CEOs, CHROs, Business Consultants, HR Directors,
Well-being Directors, and OHS Directors, with the latest insights from scientific
research, business literature, and leading organisational practise, to construct
a robust and tailored business case for a strategic well-being offering that can
be scaled for an entire organisation.
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What is the value proposition for
your organisation?

What do employees need? 

How can you measure progress?  

Delivering on the business case 

Investments in employee well-being yield on average 1.78% of turnover[1] 
Every euro invested in mental health has a return of 4 euros,  benefit according
to WHO [2] 

Here are some quick high-level rule of thumb metrics that can be leveraged to
consider potential ROI of investing in employee well-being: 

The four step roadmap to a robust business case: 

“Sometimes you need less evidence because there's a political reason to
push something, and especially on mental health, I think that's now the
case. You need to be seen to be doing something and then after that (to
achieve scale), the cost benefit part plays a role.” 

- OHS Lead
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Background
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Common mental health disorders now cause around half of the work-related ill health
cases in most European countries, at a significant financial and social cost to
employers, employees, and society. Whilst working has positive effects on mental
health, work-related stress is the number one reason for absence and burnout. Work-
related stress is defined as “a harmful reaction people have to undue pressures and
demands placed on them at work”[3].  

In 2020, 44.6% of employed people in the EU reported facing risk factors for their
mental well-being at work [4]. Mental health is the single biggest cause of working
days lost due to illness.

In the Netherlands, the economic burden of stress-related illness is carried mainly
by employers, who are legally obliged to pay between 70-100% of their
employees’ wages for up to two years in the event of sick leave, in addition to
incurring the cost of reduced productivity[5]. 

1.2 million or 16% of Dutch workers experienced burnout complaints in 2020, an
increase from 14% in 5 years, and contributing to 9.4 million lost working days in
that year alone, where work stress was cited as the cause[6]. 

The Netherlands Organisation for Applied Scientific Research (TNO) reports the
annual cost of work-stress-related absenteeism in the Netherlands rose to €3.2
billion per year in 2019, with an average per employee cost of €9,300, an increase
of €1,200 from two years prior[6].  

A 2022 study calculated that for Dutch employers, the average stress-related ill
health costs per employee to be €19,151 and the burnout-related costs €30,770
[7]. 

Individually,  common mental disorders (CMDs) can cause personal suffering, risk
of social isolation, stigmatisation, long-term sick leave, and a threat to personal
income [8]. 
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Employers who do not address employee well-being can face high financial costs,
loss of productivity, reduced change and innovation capacity, business disruption,
and difficulty attracting talent. They are therefore heavily incentivised to address this
growing crisis with effective preventative solutions across their entire organisational
footprint. Critical outcomes of unmanaged work-related stress are: 

Absenteeism – frequent unforeseen absence without prior authorisation.  

Burnout – a syndrome resulting from chronic workplace stress that has not been
successfully managed. It is characterised by energy depletion or fatigue, mental
exhaustion or cynicism towards one’s job, and reduced professional efficacy [9]. 

Presenteeism/Languishing – lost productivity when employees are not fully
functioning and effective. Failing to make progress or be successful – a sense of
stagnation. 

Unplanned attrition – when talented employees decide to leave the
organisation, whilst the organisation wishes to retain them. 

Top Talent attraction – inability to attract the most desirable candidates for
open positions 

Innovation capacity – hampering creativity and innovation

Business transformation – employees resistant to fundamental changes in an
organisation's structure, processes, etc. 

Key definitions
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Step 1. What is the value proposition for your
organisation? 

There is a solid general value proposition to be made for employee well-being
programmes from generic metrics affecting almost all organisations, such as:
absenteeism, burnout, presenteeism, unplanned attrition, inability to attract top
talent, limited innovation capacity, and lack of support for business transformation.
However, a value proposition is significantly more powerful if it is tailored to the
specifics at your organisation.  

What is the value specific to your industry, organisation, or current
organisational transformation? 

Different industries have different challenges in well-being. For example healthcare is
most affected by a tight labour market and a shortage of frontline workers.
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 “This concept of long-term employability in healthcare, it's really important.
The big challenge for healthcare in the coming time is going to be having
enough people who want to work and stay working in that field, which has a
lot to do with mental health. It's also one of the biggest causes of sickness
absence.”

-  OHS Lead, Large hospital
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Cost  50% X aggregation of unplanned absence X salary (actual data, or average
data by grade / level) OR 
Estimate average stress-related ill health costs using €9,300 X size of workforce
[6] 

Absenteeism - Mental health now accounts for over 50% of lost time due to ill
health. Absence can cause a loss of productivity, additional pressure on other team
members, delayed outcomes, additional cost of back-fill, and impact to customers. 

Cost  [Aggregation of long term leave X salary (real data, or average data by
grade / level)] + 50% cost of occupational health personnel cost + backfill (annual
salary cost of individuals on sick leave for >6 months) OR 
Estimate average burnout costs using €30,770 X size of workforce x 16% [7]. 

Burnout - 16% of Dutch workers experience burn-out symptoms [6]. Burnouts can
lead to medium and long-term absences of up to 2 years, paid for at 70-100% by the
employer. In addition, occupational health support required, reintegration support
and back-fill costs need to be considered.

What challenges and opportunities connected to mental health are the
most pertinent for your industry and organisation, ?

“We work in a tech environment, so change is the constant factor, and when
you're struggling with mental health, change is like the last thing you want in
your life and in your work, so worst case scenario, it can hinder you from
making the change you need to do to prosper as a tech company and to stay
ahead of the curve, so to speak.”

-  CHRO, High-grow tech B-corp

How can you tailor your case to resonate most strongly? Once you have answered
this, select the most relevant aspects from below to build your custom value
proposition. Remember that some aspects will be related to addressing specific pain
points, whilst some may help realise opportunities. A balance of both is beneficial. 

Ask yourself... 

What are the costs being addressed?
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The tech industry has to be innovative and ahead of the curve, which means ready
for and resilient to ongoing change. 



If you are part of a large organisation, it's also helpful to collaborate with your
corporate health insurance provider. They have a commercial interest in improving
employee well-being, have aggregated data on illness and health service
consumption, and fund ¼ of research into well-being, so have a deep knowledge of
effective solutions. 

Innovation capacity and Business Transformation – It is significantly more difficult
to quantity numerically but no less critical - over 50% of executives listed Innovation
as the first or second business priority [17]. 

Estimate 10% X aggregated employee salaries of less than 1 year service.

Top Talent Attraction – An organisation’s poor track-record of well-being can result
in having to offer salaries 10% higher to attract applicants and not being able to
attract top talent at all [16].  

Estimate Aggregated 1 year of salary for regretted losses in the past 12 months. 

Unplanned Attrition – The cost to rehire a high-performing employee is considered
in the range of 30-200% of an employee’s annual salary (the percentage corresponds
to seniority) due to hiring agency fees, advertising, interviewing, selection and
training costs, and 8-12 weeks downtime during onboarding before the employee is
fully productive [13-15].  

Estimate 76% X total workforce cost X 1/3 OR 
Estimate 10 X calculated absenteeism costs 

Presenteeism/Languishing – 76.2% of Dutch workers report experiencing
presenteeism[10]. Presenteeism and absenteeism have a reciprocal relationship and
similar causes. Presenteeism costs are estimated to be ten times that of
absenteeism[11] and can cut productivity by a third [12]. 
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Step 2. What do employees need? 

By now you should have developed a compelling case for investment in a strategic
well-being programme. The question is, what does your organisation need? Some
aspects will be generically helpful for all organisations. However, it is vital to consider
the specifics of your employee base and what your organisation already offers in
terms of well-being or well-being adjacencies (e.g. health and well-being, DEI, culture,
employee benefits package). You also need to apply the filter of organisational
culture to ensure that your offering complements and enhances your employee
value proposition. Think holistically and consider aspects such as mental and physical
health, community, career, finance, and purpose. 

Review existing employee voice and data: The demographic profile of employees,
existing employee resource groups (ERGs), which could naturally represent the voice
of specific demographics, and any recent employee survey data (or similar). 

Review existing employee offerings and policies that impact well-being: Do HR
policies and organisational culture enable autonomy and flexibility? Are managers 
 trained to identify the signals that employees might be struggling? Do they have the
knowledge and resources to support them? What preventative well-being solutions
do you currently offer employees, and what support do you provide for those
impacted and at risk? What are the scope of services, the adoption/use, and user
feedback? 

Ensure a participatory approach: Representatives of key employee demographics
should be consulted throughout the review, design, implementation, and continuous
improvement phases. 

Identify effective well-being solutions CHROs and well-being leads told us they
consider the experiences of other companies to be the highest form of effectiveness
evidence. It was closely followed by published research studies sharing evidence-
based proof of solution effectiveness. 
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1  Depression, Anxiety and stress scale (DASS21) 

2  Maslach Burnout Inventory (MBI-GS)

3  Utrecht Work Engagement Scale (UWES) 

4  Perceived Stress (PSS-10) 

5  The Utilisation of Health services and work-related productivity (TiC-P) 

6  Insomnia Severity Index (ISI) 

7  Psychosocial Safety Climate (PSC) 

8  Working Ability Index (WAI-SR) 

Step 3. How can you measure progress?  
Within research, the impact of employee well-being interventions is typically
measured at baseline, six months and one year, with most significant implications
observed at one year. Research studies use clinically validated measurement tools to
assess impact, such as the Depression and Anxiety scale, the Maslach Burnout
Inventory and others. The standard measurement tools are mentioned below.

What is important to note is that this type of data is sensitive personal data.
Collecting such data is possible only through a collaboration with an independent
research organisation (such as a university) to ensure proper ethics and anonymity of
data. However, there are various operational metrics that can provide insights to the
effectiveness of well-being interventions and that are commonly used by HR teams.
These include cultural health indicators, sickness dynamics, attrition and recruitment
dynamics, and intervention ratings. More detailed examples are below. 

Common well-being measurement tools within research 

www.inukacoaching.com 8
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Short, mid, and long term sickness leave 
Cost of sickness leave 
Health services demand (via Health insurer) 

Sickness Dynamics 

Unplanned attrition 
Unplanned attrition of new joiners 
Time to fill 
Ability to recruit top talent 

Attrition and recruitment dynamics 

4
Intervention demand 
Intervention rating 
Sickness after intervention 
Intervention implementation time / cost 
Employees self-identifying with vitality 

Intervention rating 

Potential operational well-being KPIs  

Net Promoter Score (NPS) 
DEI Score 
% Attendance at work social events 
Year end reviews completed on time 

Cultural Health Indicators 1
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Step 4. Delivering on the business case 

A key difficulty of an ROI case for a well-being programme is that costs are often
front-loaded, whilst its impact has a lag of approximately a year. This should be
incorporated in the business case upfront to ensure realistic expectations and
ambitions. 

“I think well-being is the basis for everything because, especially in the
business I'm in, it's a people-focused business. So, if you would have a
factory, you would have machines and machines have well-being when
they're well maintained. In our case, we have people doing basically
everything, so having them feeling well, feeling empowered, liking what
they do, it's the basis of success, growth, financial health, everything".
- HR Director, Insurance organisation 

www.inukacoaching.com

What the research says

According to the research into the effectiveness of well-being interventions,
management formalisation of the intervention and making resources available
to support participant involvement during working hours  are key factors to
ensure a positive impact. Conversely, significant changes such as an extensive
reorganisation are found to negatively affect outcomes. Take the factors into account
upfront, and you’re more likely to succeed. 

External Factors

It is also important to remember that reviewing the impact of a particular
intervention is never operating in a vacuum and that metrics can be affected by 
 external factors. A way to address this is to measure multiple indicators to enable
triangulation of results and include richer evaluation discussions with representatives
of key employee groups to better understand the intervention's effectiveness and
impact. 
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Step 2 What do employees need?

What is the employee well-being value specific to your industry, organisation,

or current organisational transformation? Eg. Long term employability is

critical for healthcare; Vitality for ongoing change and innovation is key for

tech environments.

5. Checklist

Step 1: What is the value proposition for your
organisation?

To tailor your business case, start from your well-being value identified above,

and consider which are therefore the most relevant costs and opportunities for

your organisation? Mark them below:

Absenteeism

Burnout

Languishing / presenteeism

Unplanned attrition

Top talent attraction

Innovation capacity & Business Transformation

Once you have selected your focus points, use the corresponding cost

calculations on page 5 and 6 to estimate costs for your organisation.

If relevant, reach out to your corporate insurance provider to assess options for

sharing data to increase insights, and explore possibilities for collaboration and

funding.

Identify employees’ needs, considering the specifics of your employee base and

what your organisation already offers related to well-being or well-being

adjacencies (Health and Well-being, DEI, employee benefits package etc.) 

C
hecklist
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Do HR policies and culture enable autonomy and flexibility? 

Do managers have training on identifying the signals when employees are 

struggling and the knowledge and resources to support them? 

What preventative well-being solutions are offered to employees

currently and what support is offered for at-risk and impacted employees? 

What is the scope of services, the adoption/use, and user feedback?
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Ensure a participatory approach

Apply the filter of organisational culture to ensure that your offering

complements and enhances your employee value proposition (think holistically

considering; mental health, physical health, social, community, career,

financial, and purpose).

Consult representatives of key employee demographics throughout all

phases of this plan

Identify effective well-being solutions 

Consider program outcomes and experiences of similar organisations 

Research solutions using evidence-based effective methods and with

published studies sharing proof of solution effectiveness

Speak with our Inuka in-house expert for further guidance

Review existing employee data and voice

Data on demographic profile of employees

Perspectives shared by existing Employee Resource Groups (ERGs) 

Data from recent employee surveys (or similar)

C
hecklist

Review existing employee offerings and policies that impact well-being
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Inuka’s offering includes a full employee well-being scan that provides an

organisation well-being baseline, with regular real impact reporting of

aggregated well-being progress.

Net Promoter Score (NPS)
DEI Score
% Attendance at work social events
Year end reviews completed on time

Cultural Health Indicators

 

Short, mid, and long term sickness leave
Cost of sickness leave
Health services demand (via Health insurer)

Sickness Dynamics

 

Unplanned attrition
Unplanned attrition of new joiners
Time to fill
Ability to recruit top talent

Attrition and recruitment dynamics

 

Intervention demand
Intervention rating
Sickness after intervention
Intervention implementation time / cost
Employees self-identifying with vitality

Intervention rating
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Step 3 How can you measure progress?

Bear in mind that any program investment is upfront, and impact is best

identified after a year. Hence, select a balance of KPIs that provide short term

usage measures, with mid and long term outcome KPIs that can be triangulated

to assess impact.

C
hecklist
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Set yourself up for success. Implement critical success factors identified by

research:

Management formalisation & participation in the intervention 

Make resources available to support employee involvement during

working hours

..and avoid complicating factors like significant change (eg. large re-

organisations). NB. It should also be considered that reviewing the impact of a

particular intervention is never in a vacuum and that metrics can be affected by

other external factors.

Step 4 Delivering on the business case

Inuka’s mission is to make mental well-being accessible for everyone. We hope

this white paper has helped you to build the business case to implement the

strategic, effective employee well-being program that your employees deserve!  

Powered by Inuka Coaching, as we continuously invest in research. Both in public health, together

with universities and with institutes, to broaden knowledge on mental well-being and the impact of

early screening and coaching to keep employees vital and prevent employee drop out, burn-out

and turnover.

C
hecklist

4/4
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About Inuka Coaching

Everyone resilient. That is the purpose of social enterprise Inuka Coaching. Because
we all face challenges in this fast-paced, complex and changing world, so it's about
how you work through them - and perhaps even get out better. To accomplish this,
Inuka makes top-quality coaching accessible for everyone. Even for those who cannot
pay via our Inuka foundation with projects across the world.  

Inuka is the prevention partner for organizations seeking to care better for their
people. The aim is to lower the barriers for people to seek help, by providing an
online first line of support in the organization. With a 5-minute self-scan people can
see how they are doing and matched with an inuka coach and existing interventions
the organizaiton already offers such as the EAP program, company coaches or
wellbeing apps. People at-risk of dropping out see go back to resilience typically with
4 sessions. 

This way the often invisible at-risk group that typically does not seek help can be
reached earlier, and Inuka helps HR to bring existing interventions under the
spotlight. 

Inuka scanned 15.000+ people and coached 2000+ people in 9+ languages, at
organisations such as Inshared, Tommy Hilfiger, Flynth Accountants, PwC, the
National Police force and major healthcare organisations, fast-growing scale-ups
such as Futurewhizz, published our results in scientific journals and are expanding
fast.

With Inuka, your employees can...

Find out how they
are actually doing.

Start with a coach
within 24 hours

Feel better after 4
sessions*

*Our results are published in the Cambridge Global Mental Health Journal (2021)


